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4 March 1970

MEMORANDUM TFOR: All Professionail Recruiters (FY 70-78)

SUBJECT : The Present Situation and a Look
at the Future
1. It is that time of the year again (we're runring

a month or so ahead this year):

e

When components have in process virtually
all the candidates they will need to mcer
their requirements through the end of
this fiscal year (30 June 1970);

When components are under mandate to close
out the fiscal year at or below a lower
ceiling;

When there is a temptation for components
to use clerical attrition (not filling
clerical slots) to meet their reduced
ceiling obligations (thus creating a
problem for RD that will appear in about

- 18 months);

When letters are going to fully cleared
applicants (ccpecially RID) informing
them that therc will be a delay and we
don't know how soon we can make them a
positive job offer;

When top flight cases (especially in the
liberal arts area) are going begging ir
the Skills Bank;
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Page 2, The Present Situation and a Look at the Future

f. When components, if reviewing cases a-
all, take greater interest in such
matters as grade point average (2.9
vs. 3.3) and test results.

2. Add to these imponderables the fact that under
a recent directive from the Civil Service Commission
(which the Agency is observing) employees with over 20
years service and over 50 years of age or over 25 years
service at any age can opt to retire "involuntarily"
if their Agency is over ceiling (we won't know the
impact of this for some time). Further, the Director
of Personnel will implement recent instructions from
the Executive Director-Comptroller that externai recruit- -
ment of personnel will be undertaken only after every
reasonable effort has been made to staff positions
through internal reassignment.

3. The picture outlined above is more cloudy than
gloomy, but you can see why we have difficulty giving you
precise guidance.

L, As you'll recall, we planned this year to level
off the clerical input rate so as to avoid, inscfar as
possible, the extreme peaks and valleys of past years.
Through your fine cooperation, we have been quite
successful. Although there have been minor fluetuations
from month to month, the average to date is almost exactly
on the established target of initiations per montn.

As a result, we need not contemplate the frantie, ali-out
scramble to EOD as many new clerical employees as possible
during the next four months. Instead, we ought to sirike
an average of no more than about [__]clerical initiations
per month during this period in order to keep Agency
components staffed and maintain the TAS (Temporary
Assignment Branch - the old "IAS") at an appropriate -avel.
By this we are not asking you to relax on clerical resruit.
ment but rather to continue tlie steady pressure you'vc
been applying. You can also afford to be considerably

more selective in comparison with this period in past years.
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Page 3, The Present Situation and a Look at the TFuture

5. We must constantly remind ourselves that what
we/you are doing in the field today relates to requirements
six to nine months from now. There is no reason to bel:ieve
that our task will be much smaller during the next Fiscal
Year. Attached for your information (and destruction
when you have read it) is our so-called Tprogram Call".
This is the annual updating cf a five-year budget
planning paper outlining our objectives and describing
any changes in approach that will influence our accomplish-
ment of those objectives. As you read through it, you
should be able to get the feel that we are/will be very
much in business for some time to come.

6. Hang in there, men!

25X1A

Chief, Recruitment Division

Attachment
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RECRULTMENT AND PLACDMSENT

Summary of Progress and Objectives

1. Wo have inproved sipnificantly our ability to manRage 1anpowr
input, and are moving now to strengthen our support to both surervi:iors
and employees in handling problems of internal personncl nanasomert.
Specific progress has been made with respect to:

a, Forecasting and monitoring personncl requirements, :nd
tranalating them into continuing guidance to recruiters and seiectinr
officials.

b, Controlling the volume of applicants in proceszse to level
the peaks and valleys in input.

¢, Shifting rceruitment from a highe-volume campus~orie: ted
program tc one characterized by selectivity and targeted uss of a
wide variety of sources,

d, Developing viable Co-op and Sunmer Intern Progromz,

¢, Adjusting field recruitment procedures to avoid havissmen-
and adverse publicity.

£. Expanding our working-level relationships with compcnenta
as & basils for cooperative action in dealing vwith their problers,

2., Ve expect to continue along these directions, with the
following major objectives in view for 1972-76:

. IMscontinue scheduled, publicized campus recruitment in
favor of selective usie of speciallzed sources of referral.,

b. Expand the Co-op and Summer Intern Prorranms to abouy 175
and 80, respectively, as substantial sources of professional ipiut
and for their public relotions advantupes,

¢, Ezxtend nnd strengthen proccdures to control siafiing
against reguiroments,

d, Develop mecharniasns and procedures for coordinated acition
to adjust imbalances in distyribution of personnel.

¢. Improve and extend procedures for follow-up and preeoxit
interviecws, i the hope of promoting iadividual job satisfacticea and
reducing atirition,

STATINTL 3« By the end of FY 1071 the Recrulitment and Placement el ment,
in connection with organizational and functional realignment, will
have reduced lts staffing reguiremcnts| | STATINTL
With the exception of an assistant in the Co-op and Yatern
area in Y 1572, we anticipate that any staff needs which mav
develop can be met by reprogramming.
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30 January 1970

Program Elemeﬁt: Recruitment and Placement

A, Progress Toward Dbjectives

1., Objectives stated last vear were:

R, Improve our capability to forecast panpowex require-
ments and to translate them into recruitment and in-process
targets,

D Contique to meet xecrultment reduirements and,
with respect to academic recruitment, scek ways to minimiz-
the effects of campus disturbances,

c. Improve our capability to meet personnel reguire--
ments with precision and econcnmy.,

d. Enlarge the Co-op and Intern Programs gradunlly
over the next five:years to total sizes of about 150 anc
25, respectively.

€. Strengthen placement support to both enployees ard
supervisors in handling problems of internal personnel
management,

f. Procure gualified nilitary personnel for detail
to the Agency and provide administration and support for

those on-board.

2. Progress has been made os follows:

a. 8Staff personnel requirements for Fiscsal Yenr 1969

STATINTL were estimated to be in the following categories:
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STATINTL

b, We have improved significantly ocur abillty to

forecast manpower requirements and to translate them into

recerultnont and iv-process targets, Tads results prigarily

from (1) use of a growing <ata base to identify and epp.y

axperience factoxs; (2) close liaison with operating cone

ponenks, AV FIFRAEaECITObRRTTHCIRGBP 20058 SR6Gh 0 Tvored «»
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their current and prospective neceds for professionnl and
technical staff personnel; and {3) implementation in FY 1870

of a system whereby Agency components report each month &
statement of their clerical requirements., All of this
information is used to vrovide continulng guidance to the
recruitnent staff and to develop inwprocess targets to meet
specific EOD objoctives. We monitor ihe in-process pipeline
clomely, 23 to both numbers and categories of applicants.

with the twin objectives of making timely provision against
prospectiive needs, and achieving a more even rate of inpox

aver the year, In this conncotion, during the past guartor

we have been "force-feeding'" the pipeline by initiating

security processing on likely candidates for selected gcisntific,
technical and ADP positions, even though Agency component:

must await deecisions on ceilinges and project approvals ’
befarc they can determins thoir specific necds. We arc
reasonably certain that some of these candidates will be

needed ~nd we want to have thesm available when the time

comes. As a further development, during the first half o

FY 1970 we maintained a higher clerical ROD rate [ | STATINTL

STATINTL

and clerical in-process level than in the

sane period last year., Thiz rcpresents progrescs townrd our
gorl of leveling the extreme péeaks and valleye in clerical

input,
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e, Recruitment performance was fully adequate o
requirements in FY 18G9 and convinues so in ¥Y 1670, In
torms of total case-load production, tho number of applicant

canss produced hng declined since FY 1968 at a rate of
STATINTL

about 12% per year-—-— STATINTL

| |during the first half of FY 1870--but

with no corresponding decline in the rate of security
initiations and ¥OR's. Thig i3 a reflectlon of Ilncreasco
precision and sclectivity in the recruiltment process, anc

of changes in recruitment scurces and methods., FPrior to

Y 19608 recruiters concentrsied on campus sources ior ihw

hulk of professionual production and worked other sources

mostly during the non-achdemic-year months. 1In ¥Y 19068

we vecruited on ovor 440 campuses, and in the process
encountered %7 anti-Agency incidents which gencrated -
adverss publicity and led to cuncellations or withdrawai:.

This experience led to a review of our pclicieg and proc:sdures
with respect to publicity and ou~campus interviewing. Fou

FY 1668 rocruiters scheduled 288 schools, of which 116 w e
considered top priority, and arrangements were made to ioters
view off campus where opposgition was anticipated or enco.nterac,
Throuph caretful forward planning, and resort to off-campus
intervicwing at 60 schools, we met our goals and encountored

only 7 incidents, Substantlally the S2me schedule was

- ~ Approved For Release 2002/05/07 : CIA-RDP92-00455R000200100011-1
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arranged for ¥Y 1970, including the mame priority schoois,
with an understanding in advance in each case that our
recruiter would cancel or withdraw if circumstances should

so indicate, During the first Lalf of FY 1970 we cancellad
oxr interviewed off cmmpus at 36% of scheduled schools {10%
and 26%, respectively) with no adverse cffects upon recruite
nent results, and with no significant incidents encounterad.
As eaphasis on caﬁpus raocruitment has declined we have turned
increasingly to other sources, particularly for specialized
personnel,. In FY 1969 we jolned GRAD (Craduate Resume
Accumulation and Distxibution). a computerized referral
system operated by the Collerrs Placement Council, It has
been particularly effective in providing resunes of flectronic
Enpginecers leaving military service. We have developed closer
relationships with the recruitment secter of the U, S, Civil
Service Commiﬁéion.A Apency recruitment literature is piaced
in CBC "Job Information Centers” across the nation and bringu
in & sleady volume of inquirles. On several occasions cur
recruiters have participated in CSC Regional "file viewin:
days", a procedure whereby Foderal Agency rcepresentatives
are invited to review the records on young menh and women vho
have scored exeeptionally well in the Management XIntzin
Examination. Field recruiters in their respective areas

have expanded thelr zccess to military scparation pointe

Approved For Release 2002/05/07 : CIA-RDP92-00455R000200100011-1
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have accepted our full-time employment offers. We had co-on
agrecnents with 11 schools 1n 'Y 1969; have added € thus fsr
in ¥Y 1970; and have 8 additional schools under consideratios
as future sources,

e, Placement Division has been rcorganized end renaped
the Giaff Personnel Divislon, and its capabilities have been
gtrengthencd in relation particularly to: (1) manaeing man-
power iaput; (2) helping to recolve personnel imbalances
resulting from ceilinz reductions end other strength ad ust~
ments; and (3) identifying and helping to remedy irdivicual
problenms of job dissatisfaction due te misassigpmornt. With
respect to (1), in peragraphs » and b above we have indi-ate:s
progreas in defining and moniteoring input poals, %ith respzot
to (2), a priority responsibility in a period of ceiling
restraints, we have had some exnporience in connection with
BALZa-related adjustments aad cur Assipnment Officers iz

working with their respectlve mreas to identify redeployment

vid

action which may become necessory. Agency management hos
recognized the necessity for cocrdinated action to accor s;lixt
the adjustments which lie ahend, and we are gearing ourselvae

in FY 1970 to render nll possible assictance, With respact

to {3}, we have taken two positive ateps. We have re-csiablizhed

the followe-up interview progpram for proefessional and technizol

empleoyeces in the Intelligence, Support, and Beience and
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Technology Directorates, 4o monitor the sultability of
initiel assignmenis and to identity possibilities of y morind
action when appropriate. Our experience thus far, though
limited, suggests that the program i1s welcomed by employees
and i of benefit to the Agency. We established gnd erne
tinue to maintain a roster of senior secretaries who are
iﬁterested in and available ibr reaagionment, and coordinate
the consideration of these candidates for senior secret rind
vancancies as they occur, 1Ip 2#idition, our Assipnment
Qfficers have boen designated arnd are serving an ERO
counselors for the areas whbich they gerve,

_ £. The Mobilization and Hilitary Personnecl Diviaf-n
coatinucd 1ts exceilent relationships with the military zepW-
#lces, both in procescing nceded personnel and in admint tesi-:

military personnel on duty with the Apeney. Comnletion ¢ =ne

STATINTL CSA phase-out and liowidation | |vere i STATINTL

wmary yeasonsg for a decreasg in requirements for "sssigpen™

nilitary personnel from approximately| [in FY 1470, STATINTL

and subsequent BALPA and OPRed reductions led to an estir-~tes
“"assigned" strength of about [ |by the end of Iy 1870, STATINTL
Requeats for "detailed for duty with" personnel (formerity

Category 4) for whom HMPD assumed responsibility in 1os5e

have increased, a trend which requires careful monitoring.

A1l of the Apency's military personncl assipned overseass or
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at installations were visited during the pant

year and any local problems worc ronolved,

B, Program Plane apd Obgectives

1. Recruitment

In the FY 1572-76 period we see¢ the Agency etabild -ed

ir size with an apnual input regquirement for ptaif personmocl

af sbout below ithe current level, and abows

[::]axternaily recruited contract persouncl. Within those
pushers there will be a gradusi increasse in needs for
ppecialized professional and techanicel porsonnel znd & s12:hi
deeroase in clerical requiremenis. insroasing sutomzilon and
new techaigues in production and handling of records will tend
to shift some portion of clerical negts From clecla, messonferu
and stenographers to preduction typlats and keybourd~crics ted
clericals with technical learning capacity. We fcresee nx
serious shortages in the manpower narket, and public attenticn
to our recruitment zctivities will be pezliglible. ith tlat
view of the futuro, 2n¢ on the basls of experience to dato,
we propose to modify the recruttnent program along the to:lowin:
lines:

a. &s a general practlce, we will abanden schadule:,
publicized a&mpﬁs recruttment visits, Instead, rocrulters
will mpaintein contect with faculty nenbcrs and ofiicers ¢

administration who can make referrals of qualified eandid ted,
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Interviews with such candidates will be'conducted either oii
canpus or in secure circuastances on camnus, To the extent

that campus recruitment will be contioued, it will be a

matter of seeking highly specinlized personnel such as

scientists and engineers, linguists, mathematicians, fore:i:zn
area specialists, and economic analysts., Full use wil! bo
made of the advice and participation of Agency coxnerts in
Joint recruitment eiforts.

b. We plan a steady increage in the mize of the Co.oo

Program. Plang of the offices now involved will total abeut
STATINTL

[::]with the greatest nurher te he in NPIC.

Furthey increases will come through adding new offices to 12
Program rather than incressing the number of co=-ons in ofi~oag

now participating; there is 2 limit to ths number any offic:

o

¢an handle effectively., The Audit Staff will iry two co~ena
R5 & storter; tho Office of Finaznce is considerinp Jointing

the program; and we plan another rttenpt to involve adeiticnnt
offices of DD/S&T, aspecially OEL and ORD. Should these pluns
work out, we may have about 175 co=ops by 1974/75. Alcag with
a2 co-0op expangion, we will seek a broadening of Agency wnolicy
to permit employment of mdditional Summer Interns. The
Director approved the present limited program because cf
pergonnel shoyrtages ond recruitment difficultics in the

categories sought. Those reasons are not 1ikoly to be as
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strong in future as they were in the past, but experiauce
with the program has demonetrated that it offers two impor:iait
advantages: (1) 50% or more of the graduating Interns wil:
accept full-time employment with us; and (2} those who eniov
their experience in the Apency but do not eleet to stav,
become friends and advocates'in the gradvate schools to which
they return., This is a substantinl public relntions gein
which, in our view, justifies expansion of the progras,
Hany additlonal offices would try Summer Initcrns $f the
policy were broadcned. Even without an Intern expansicna,
however, we estlimate from the graduating dates of wnrasent
and anticipated Co-ovs and Interns, on the basis ¢f 1979
experience, that wo will gain full-tine emsployees from thae
programs in numbers ranging from 23 in 1971, to 33 in 1978,
The latter fipure will be about 10% of our anticipated oro-
- fessional requircment,

¢, Ve will expand our access to military soevaration
centers and seleétive service records for young graduates in
soﬁial scliences and liberal arts ficlda who are Jeaving ibo
militéry service, thus decreasing further the campus se.rch
for such junior officer talent. Our excellent working
relationships with Army Security Agency, Alr Force Sccu- ity
Service, and Naval Security Group aro expccted te conti ue

and fyrom these sources we will obtain most of our commu-i-
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Approved For Relgase 2002/05/07 : CIA-RDP92-00456068200100011-1

12

d, We will cultivate and expaprd our informal relstion-
ships with Civil Service reglonz) facilities, as imporian~
sources of leads and "wriie-in' inquiries.

&, Use of advertiming, GRAD, and access to the
placement activities of professional societlies will be
continued and expanded rs necessary.

£. Clerical recruitmenf will continue tc he a major
task for the foresecable future. Efiorts will continus to
incyrease the number of applicants from within a 80-mile
radius of Washington, toc cut down on the number of adjustizent
problems attendant upon out~of-town clerical recruiting,

The highly competitive local clerical market will nover
supply more than a portion of our neecds, hovever, and i{ieid
clerienl recruiters musct continue to opernte, cupecially Icx

the nnre mature secrefaries and typlets for oversgess maglgnucent,

e Plncemeggb

Ceiling controls will continve to he a dominanmt
factor in personnel input monagement, Inbalonces in dig-
tribution of personnel will sccompany or result {rom ergani-
zational and functicnal changes. The uneven impact of losz:s
through retirement and other causese~i.e¢., the pass-~throuit
of the “hunmp" iﬁ the nid='70'ag-~willl necossitate more than

usual attentlon to the configuration of the manpeowver struzit:e

Approved For Release 2002/05/07 : CIA-RDP92-00455R000200100011-1



Approved Fongelgase 2002/05/07 : CIA-RDP92-004584088200100011-1

and the development of lines of succeasion. A new generation
of cmployees, nmorc restless aﬁd lesg tolerant than the:ir
predecessors, will make the success of that crucinl first
aggignment ever more important in maintaining o stable
work force, Thefaccelerating pace of developments both: ik
technology and in informaticnal requirements wlll requ:re
that‘nur cystens for procuring esnd deploying pcople ba
alort, responsive, and capable of rapid adjustment to
changing needs., In sum, we will need controllcd staffing
ag&;nst carefully developed requirenents) and coordina:ed
action through central mecheniems to effect porscunncel
placenents which are in the Agency's intereat as well cs
that of components and in<iividuals, Here ig wherc the
8taff Personnel Division can help.
., 'The Division will extend and strengthen procrdurcs

designed to bring sbout timely salection decisions on uppile
cants throughout the year. We will eastablish in-proce:ss
targets for groups of appliicants of interest to more than
one¢ component; call upon component representatives to
participate in selecting the better candidates from those
available for consideration; and initiate clearance acilons
without delay on those selected. Thus ws can asgure t:o
pmore timely availobility of qunlifled candidates as RO}

roquirenents are firmed,
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B. The followwup interview program £or new emplcvoer
will be continued, and a particular eifort will be made ta
accomplish timely follow-ups in the GU~08/11 ranpge. Tte
number of new elericals nakes it inmpractical to attennt
follow=up interviews with all, but we intend to extend the
principle to clerieal employees by establishing a progranm
whereby those who cdegire roassipgnment may express their wishes
and obtain consideration, Clerical atirition has avera -ed
close to 22% for the past three years or pore; urdoubteily
some part of thie Igss was due to job digsatisfactions vhich
night have been alleviated through timely reassignnent rctio-,

Cc. The Division will condn¢t pro-~exit interviews with
ail staff employecs, to take place as soon asg possible vhen
an employee's intention to leave becomes known, It may be
pogsible to arranpge remedinl action in appropriante caaes,

G. The Divisionm will undertake specific programs s
facilitate internsl recrulitment action, Thie will fnvolve
action clong two related lines: (1) as componont staffian
requiresonts becope known, we will explore possibilitics of
filling them throurh internal reaggipnment before turnin-: to
extornal recruitment; and (2} we will maintain informati-n
about current vacancies and about enployess who wish tc e
consldercd for reasgignment, and will reviow then for

"matches" as appropriate,
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£. Ve will monitor closely the sultability of
aggignment actions, particularly for professionale, anc
will work with PMCD and with components to achieve reaiistic
Tables of Organization which wiil reflect, accurate1y<ﬁnd
currently, the staffing status and requirements of comyponernis: .
f. Ve will try to bulld up in the IAS a supply ct
clearod personnel so that component clerical requirements ~zr

be wet as they develop,

3. HMilitary Manpower

&, 'The Agency's requirements for military person ol

reachoed a peak during the Korcan Emergency when in 1953

military personnel were acsigned. Duri g

the ncxt ten years requirenents fluctuatod between a laov

in 19592 to = high in 1964, Bince 12384 th .re

: STATINTL
hap Deen a steady decline in our requirements for assigied

milifary personnel down to a projected strength

by 30 June 1970, Barring unforesecn chapges, it is ant-ci.

pated that the requirement for asgligned military personiel

will remaiﬂ during the FY 1972-1876 pericd,

b. In addition to "assipned* miiitary personnel vho
obligate personnel slots, the military services provide
personnel to perform certain services of common corcern such
as guard duty, aircraft maintenance, etc, Porsonnel wscd

under these conditions ere considered "detailed for duty
Approved For Release 2002/05/07 : CIA-RDP92-00455R000200100011-1
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with" the Agency but remain assipned to the local mili:ary
conmand concerned. The Apency reimburses for these services
but the personnel involved are not charged against ceiling.
8ince the institutlion of the current personnel reduction
programs, there has been inereasing pressure from using
conponents to shift some of our "assigned" military personnel
requirements to the "detalled for duty with" category. Thina
trend will bear close watching for two reasons: (1) tle
Agency has no control over the selection of personnsel sed
in these positions and (2) the military sorvices could
withdraw the support at any time with 1little or no warring.
¢, The deletion of military personncl slots ia &
tenpting way to meet reduced cellings since the military
persons involved do not have %o be firedy they are just
returned to thelr parent service, Ve belicve, howvever,
that otner factors must be taken into conzideratien beiorae
8 decision is renched to reduce military personnsl recuire-
ments much below the pressng lavel; @.g., (1) the possinie

STATINTL .
reluctance on the part of the miiltary services t¢ provide

persoinnel to neet contingency srequirements

/if cur pormnal

requirements have been reduced to near-zervo, and (2) ihe

obvious advantage of having persennel in the military who
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have served & tour with the Agency and can serve ms ovr
*{riendo—inecourt*, 4
d., MMPD will continue to procure the best qualitied
personnel available to mect the Agency's military manpower
requirements end provide complete administrative and fiscnt
support {or thosc on board,
e, Little change 1n foreseen iIn the areas of mitdtere

Yeserve, civilian reserve, or military deferment,

C., Hesources Reocvired

1. Fisecal Yene 1972

The Coordinator of tho Cooperative Education/Irtern
Programs will require a Junior Professional Assistant (58-1
to meet the requirements of the expanded proprams,

2, Tisesl Years 1072.1876

No additional requirements are anticipated beyead

the FY 1972 level.
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